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« « . . The 39th meeting of the CIA Career Councll couvened at 2:45 p.m.,
Thursday, 24 Janusry 1957, in room 154 Administration Building, with Mr. Gordon M.

Stewart presiding .

MR. STEWART: The meeting will come to order.
The first item on the sgenda 1ls the minutes of the 38th meeting

[ 10 January 1957__7. Any comments? Is there a motion they be approved?

| So move.

. + « This motion was then passed . .

MR, STEWART: As the second item we will move to the Lenguage Development
Program, 1f that 1s acceptable.

Rud, do you want to present that?

25X1A9A |:I Since Mr. Amoryhas & plane to catch we moved the meeting up

25X1

15 minutes so that he could speak to the Councll before he rushes to his plane. T
guggest, in order to accommodste him, we teke this item first.

MR, AMORY: I won't teke anything like the 15 or 20 minutes, and aside
from that, Von is completely briefed on my points, detail by detail. But I daid feel
very strongly--have a feeling of alerm ebout the philosophy that the sub-group working
on this had expressed in respect to thils metter. 8o I thought we should look &t that
somewhat philosophicelly before we get down to the detalls of comparing or dealing
with it. I feel very very strongly thabt we must not be shocked by seeing a group of
gseven flgures - Arabic numerals - 1n front of us. It looks lilke a lot of money and
would be & lot of money to any of us here or to 8ll of us put together, bub the fact

is that percentage-wise; of the total of (01 funds in this Agency, which I compute

running roughly around a| | this is a very small percentage.

The object of the exerclse by the Boss 1s to improve the quality of our people both
at headquarters and overseas, but particularly overseas, and to lnvest what would
smount to l%% of increased incentive pay in order to gain & 5% efficiency increase
would obviocusly be a sound investment. I don't think any of us have any doubt that
if thils program 1is worked out properly it would increase our efficlency by far more
than l%%. And I can report--and Dick can confirm this, and Red, and the others who
were there--thet when this flgure was tossed out casuaslly to the Boss the other morn-

ing in the meeting, he didn't blink an eye. 8o I think he wants this job done, and I

feel it should be done.
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Now the next stage of the inquiry, to my mind, relates to the question of
distingulshing between languaeges. I think we ought to be very careful not to get
into a mood of downgrading the importence of fluently reading and spesking the
common, simple Eurcpean lengusges. In some respects I think you can make a stroﬁgx 1ABA
25X1A6Aargument that those are the most importent ones. If you go into I:I—no ]
. 25X1AB6A
really expects to find an Americen spesking Tluent I:I It's a wonderful bonus if
25X1A6A
you cen do it, and undoubtedly valuable, but the |:|who are really influential in
the Government are English-spesking, and if you have English, French and German you
can get slong, as far as the really high-class targets are concerned, whereas if you
25X1A6Amove into l:l— admittedly in thls last decade they got pretty used to people in
the Golden Ghetto speaking nothing but English, but the time is coming, as your range
of operations goes on for another 15 years or 8o, when ag a matter of Chauvinistic
25X1ABA 25X1ABA
pride a man who speaks good ‘:lis going to get somewhere in :I, and he who
does not will not, and the same goes for French in the other countries. Therefore,
to save money by pulling out of the incentive program those langueges could well be
the reverse of what the Director wants end I think soundly should heve. As I have
listened to him, he has not talked with alarm of not having Swahili, but of having
& whole station somewhere in Latin Americe where not & single soul can talk gentle-
menly in Spenish. So I strongly urge on you generous liberality with the funds. I
am in fevor of the higher premlum for the most ailfficult ones but let's not overlook
the French or Spanish, because ultimetely, if we're going to have a good group, we
should have no one in Iatin Americe who isn't Spenish-gpesking. Now, that was the
regson for my asking you to meet early today.
MR, HEIMS: Bob, I'd like to speak early about the question of the mainten-
ance problem, because that obviously is & key problem in this. I want to be sure we
all understand alike, and if T don't understend 1t I want to be corrected, and if T
do understand 1t then I want to spesk about it e little bit.
If T understand the term "paintensnce” it means--to use my own case--
if T have been sble at some Jjuncture in my 1life to speak some French, 1t would be an
award for my mainbaining that French st the seme level year after year after year.
On the other hand, suppose that I don't have any opportunity to speak French over &

period of years--which I have not, very much--and there comes & time when I am going

| or some place of that kind. Obviously,

25X1ABA b0 heve to use 1t, if T go to |
then, I would go and take & language refresher course, put T wouldn't think it would

2
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take a great deal of time to refresh to the point where I would get 1t back at least

to the polnt where 1t was once before, So the question I raise 1ls this: Is putting

out money for maintenance really a productive effort in terms of what we get back

or is it in effect something of & hand-out? Now I am not depreceting the point

but I am railsing the point because I think it 1s a valid one. If I was going to im-

prove my language, bring it up to where it was before and get better and better at

it, I could see a certaln value in inciting me to do this, through financial conbri-

butions, and so on. But I don't quite see it's worth the money if by going back to
. 8 refresher course at the time I am going to need it, I can get it back for the

Agency in a useful fashion. That is my mein point.

MR, AMORY: I'd like té meet that point on your own ground. That is &
well-taken spproach to the problem. I think if you were really rusty in a language
1t probably would teke more than a few months. But when you teke your salaery during
that time, plus the cost of teaching you, glving you that course, i1t's going to run
somewhere on the order of $1200 or $1400, or the equivalent of 12 or 1k years' main-
tenance payments. In other words, by looking at the $lOO figure for intermediate
language proficlency, the immedlate avallability--think of our problems with respect

25X1ABA
to [::::::::::::]when we suddenly needed people who spoke French to go out there--
the fact that you have a reserve of people who have malntained their skill and who
are ready to go immediately to Central Processing and go out, and not say, "Gentle-
men, I'11l have to teke a full quarter of a year to do this before I'll be ready to
go." I do think, however, that the maintenance of an elementary status of a language
is probably the one we should be most skeptical gbout, because that is awfully herd
to test.

MR, STEWART: I agree.

MR. AMORY: Becsuse there he can really fake. But when you move on to high
proficlency, that means thet a fellow here in Washington has to cultivate French
friends, dine and telk with them, and use records or something like thet, and it's
going to teke real effort, and the percentage bonus he is golng to get - 2% - that
is giving him a 2% incentive for dolng ell this extra work. But it ought to be fig-
ured--you are qulte right--so that it is not the uneconomic way to approach it.

MR, HEIMS: That was my basic polut.

25X1A9A MR.l:l May I speek to that point a little bit, since in the Committee

we have had similar discussions end felt the different opinions on this subject would

3
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be constructive to add here. No. 1, the point you raise [ indicating Mr. Helms],
agaln, is very sound, that it would pay & man who is to be assigned to such an area
to maintain, over a period of time, his proficiency. At the same time it must also
be recognlzed that not everybody who has a languasge will ultimately end up using
it, and what the ratio is, 1s hard to say. No. 2, what struck us-ell in Committee
deliberstion was the sharp disproportion between what we would pay for achlevement
and for maintenance. On this we had only those figures to go back to which the
Office of Personnel has complled over the years on language knowledge, and they were
not entirely perfect, but probably illustrative to use as a basis. And as you will
see on Chart No. 4, on the bottom line, the most telling item here 1s that we would
pey, of our total sum spent on swards, between 9% and 15%, depending on the year,
in the achievement cstegory, and around 90% for maintenasnce, and that 90% in the
neighborhood of & million dollars plus. Now you can, of course, slice thls differ-
ence different ways, but it would seem to me that our major effort for the Agency's
purpose is to make people study languages, that being the No. 1 requirement; and
thet we have a secondary requirement, namely, to see to it that people who know
languages or who acquire them at Agency expense, keep thelr knowledge, malntain it
and keep 1t up. The first effort, it would seem to me, that might achieve this, is
a little morel pressure, which we haven't really tried in the past. Certalnly if
the langusge program from the point of view of achieving new knowledge 1s to galn
gome impetus, 1t will also carry others--if people understand "there's good reason
for me to understand e language of which I have a certain amount of knowledge ," and,
No. 2, "to keep it up in the Agency's interest - because that is after all what I
am being paid for."

Now, there are categorles of language in which maintenance awards
can very well be advocated for those really complex, like the Far Eastern, which
are based not on alphebetic writing, and therefore without much doubt you can say
maintensnce makes sense becsuse 1t IS hard work and an impetus is called for, and
you might maeke your exceptlon there, and you will find then the costs are in balance--
the amounts spent on maintenance in that category would be less than the amounts
1likely to be spent on achievement, and you heve something which appears to be wmore
defensible. T would then say that given the fact that all we haye to go on now is
very vague informastion, that we know very little about what Agency menbers really

know in languages--what their gbllities are as agelnst the statistics that we have--

L
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that we are embarking upon a very careful program of ascertaining what we do have,
and 1t would be best for us to start off in such a way so that we do not need to
subsequently reduce our awards for reasons beyond our control--it would be well to
restrict maintenance initially to these lntermediate and high levels of proficlency
in the Far Easstern lenguages - Japanese, Korean and Chinese, and to leave the rest
to develop, to allow us about a year to figure out what we should do about mailnten-
ance elsewhere, and to malntain this so that we do not need to start new regulaetions
and new policies in order to have them, but to grind them in as we can determine
the Agency really needs them--because we do not know thils now.

MR, AMORY: I think you are drawing too hard and fast a line between them.
T think the real incentive to learn them is the fact that you get $400 plus a $200
dividend thereafter to maintaln it. When they buy aix'pianes they need to equlp the
Air Force to train and use them--it's all part end parcel of the same problem. So
I don't get excited ebout thils ratio point. What you want is a growlng concern - &
language facility. But that is & good statement of the disagreement between the two

positions.

So saylng, I leave 1t to these wise and hard-working gentlemen.
. « o Mr. Amory left the meeting . . .

‘MR, BATRD: Mr. Chairman, I feel thls Committee was set up advisory to
me to administer the program generally, and I'd like to make an orderly report on the

findings of that Committee, and I'd like to have the Council hear some of my recom-

mendations on this.
MR; STEWART: Fine.
MR. BATRD: I think that is in order.
MR, HEIMS: There is nothing we would like better, Matt.
MR. BATRD: I think we can say that the completed work of the Committee 1s

represented by items 3, 4 and 5 on the agenda for thig meeting. There remaing to be
completed before the program can be leunched, one notice -|:| Schedule of 25X1
Awarde and Qualificetion Procedures. The Committee requlres guldance from the Coun-

¢il before it can proceed with the final drafting of the remaining notilce in view of

its findings on estimated costs of the program to the Agency, snd its disagreement on

two major points.

The findings of the Committee on costs of awards are as follows:

5
prnnL:
Approved For Release 2003[_017;&-:%& P80-01826R000800040022-0



Approved For Rglgase 2003/01/27 : CIA-RDP80-01826R000800040022-0
-~

Scbic
a. - you have charts 1 through 4 before you, dated 24 Janusry 1957. They summarize
the cost data developed and considered by the Committee. I call your attention to
Chart No. 1, which is the Schedule of Awards, which lists the values of achievement
end maintenance awards for the types and levels of proficiency in three language
.groupings. The cost estimates on ell charts are based on these amounts. Chart No. 2,
the Estimated Annual Total Costs of the Lenguage Development Program for the first
five-year perlod includes costs of training as well as the combined coste of achieve-
ment and maintenence awards. The four totals shown on the chart for the fifth year
indicate the effect on total costs of alternstive restrictions on msintensnce awards.
Chart No. 3, the Annual Estimated Costs of Malntenance Awards, based on the fifth
year estimates, 1llustrates the values of malntensnce awards for verlous types and
levels of proficiency by language group. It was prepared for use in arriving at a
formula for placing restrictions on maintenance awards, if we so deslire. Chart No.
L, the Estimated Annual Costs of Awards for the first five years of the Program
shows the relatlve amounts of achlevement and maintenence awerds for various cate-
gories of candidates.

After consideration of these data, the Committee concludes that: Cl)
the amounts end the ratios of awards in Chart No. 1 are adequate for purposes of the
Program. It is possible at these levels of award for en individual to earn awards
in the aversge amount of $215 per year in Group 1 lenguages to $567 per year for
Group III languages over & 25-year period, provided thet no limitationg are placed
upon maintensnce awards. (2) the ratio of maintenance awerd costs to total award
costs 1s dlsproportionate to the Agency but not to the individual. Chart No. L
shows maintenance costs ranglng between 85% and 95% of total award costs. (3) that
a line should be drawn cutting off maintenance awards at some point, but the Com-
mittee could not egree on where to draw 1t. In this respect the Committee considered
the following alternatives: g "That maintenange awards should not now be authorized
except for the intermediste and high levels of comprehensive and specialized pro-
ficiency in Group III languages only." If this proposal were adopted 1t would save
an estimated $1,606,875.00. You can see that on totel 4 on Chart No. 2 - the effect
on total cost of the Program. b. "Thet maintensnce awards should be authorized
only for intermediste and high levels of comprehensive and speclalized proficlency in
Group II and Group III languasges."  If this proposel were adopted, it would save an

estimated $1,163,775.00. See total 3 on Chart No. 2 for effect on the total cost of

6
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the Program. Another alternative: c. "That maintenance awards should be suthorized

r

at present only for those who have quelified for an achilevement award under the Pro-
gram, unless the individusl 1s alreedy at the highest proficiency level in a Group II
or IIT laenguage and 1s eligible for award, except that no masintenesnce awards should
be suthorized for elementary levels of proficiency in any language group." The
effect of this proposal on costs would be to postpone payment of maintenance awards
on any scale comparable to that reflected on the charts, except for those in dlrected
training in full-time intensive courses. It would elso provide more time to consider
all of the complicating factors surrounding the principle of malntenance awards and
to galn experlence with the Program. It would also have the effect of stimulating
those now gkilled in languages to increase levels of proficiency.

Now I'd like to spesk also on the disagreements in the Committee.
No. 1, on the Maintenance Awarde, the Committee falled to agree on elther of the
three proposals that I have just mentioned. The Commlttee believes that guldance
from the Council is the only recourse in resolving this issue, and I'll glve you my
recomnendations at the end of this peper.

Now in Notice[:::::::] the Commlittee reached the unenimous conclusion
that two criteria should govern the designation and classification of languages for

gward purposes, namely: Agency need and relabive difficulty of the language. Accord-

ingly, snd after consultation with verious components within the Agency, 4O langusges
were designated in three groups, each with a different monetary value, as being those
which are awardsble under the provisions of the Language Development Program for the
foreseeable future. And I think that should be under constant review - at least
twice a year. The notice further provides for the addition, deletion or shifting of
languages from one group to another from time to time as Agency needs may indicate.
The Committee was divided four to one on the msnner in which the two

criteria--agency need and relative difficulty of the language--should apply to the

designation of eny glven language as being awardable or non-swardable at any time.

The majority view holds that Agency need, which 1s a varisble factor, may mske it ad-
viseble, from time to time, to place, for example, one or more less difflcult language
in e langusge group for which higher awards are avthorized, in order to encourage the
voluntary study of such languages. Couversely, it may also be advisable, following
the same reasoning, to shift a more difficult language to a grouwp for which lower

awards sre suthorized, in order to decrease the mumbers who might underteke its study,

7
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without removing it from the awardsble list. In its present draft Notice|:| 25X1

lists Greek, which on the basis of relative difficulty alone properly belongs in
Group II, in Group I.

Now the minority view, represented by the DD/S menber, who wished
hig dissent to be a matter of officlal record, is that if a language is awardeble
at all, it should commend an award commensurate with its relative difficulty. It is
his view that if Greek is awardable at all it should eppear in:l in language
Group II, not in Group I. While he sponsors the criterion of Agency need, he belie3e5sX1
thet the removal from or addition to the lists of awardsble langueges is the only
appropriate and equiteble way to reflect that need since the Language Development
Program is based upon swerd for effort end it tekes a greater effort on the part of
the individusl to acduire a given level of proficlency in s more difficult language
than it does in a simpler language. He further believes that rather then devaluate
a lsngusge to decrease the numbers who might underteke its study, it is better to
vemove it from the list of awaerdsble langusges entirely and satisfy limited Agency
requirements by means of directed rather than voluntary language training.

25X1 Notice [ | therefore, while placed on the agenda of the CIA
Career Councll, does NOT represent the unsnimous view of the Committee on Lenguage
Development.

Now, if you would be interested in my recommendations for action to-
day--it 1s recommended that the CIA Career Council suthorize the granting of main-
tensnce awards in the intermediate and advenced levels of comprehensive and special~
ized proficiency only to those who have earned an achievement award in the language,
unless they are at the highest level of proficiency, in Group II and Group III

25X1 languages only. Notice:l cen then be drafted accordingly end prepared for

publication by 1 February 1957. The great value to me of that compromige is that
1t glves us time to know how we are golng to operate this Program, and I, honestly,
need & little time. That would be my recommendstlon on that.

COLONEL WHITE: Excuse me, Matt. I think this 1s quite important. Could
you state that again so that T know exactly what it is.

MR, BATRD: That we authorize the granting of maintenance awards ln the
intermediate snd advanced levels of comprehensive and specialized profilclency only
%0 those who have earned an achievement award in the language, unless they are at

the highest level of proficiency, in Group II and Group ITI languages only,--not in

Group I.
8
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COLONEL WHITE: Just maintenance.awards.
MR, BAIRD: I would also recommend that we authorize the publication of
25X1 |:| In so doing T accept the majority opinion, not necessarily because it
is the mgjority opinion but because it is composec'i of those people who I think have
the greatest steke. I look to the DD/S member of this Commlttee to advise me on
cost, administrative procedures, and those matters, but I would certainly take more
cognlzance of the DD/I and the DD/P viewpoiunt, because they have the greatest stake--
probably 95 to 99% of the people concerned.

I might call to your attention that this|:| has been designed25X1
for easy and frequent amendment and revision at any time.

My third recommendation 1s that we approve ltems 3, L end 5 on the
agende for todey.

MR, HEIMS: Mr. Chairman, I would just like to have put into the record
a commendation of Colonel Beird and the Committee that has worked on thls, because--
for the first time--I think a reslly thorough job has been done on thls language prob-
lem. It is obvious that a grest deal of work and thought has gone into it, and it
seems t0 come into perspective now, for the first time, and I think it's s hell of
a fine job, and you might so record.

I have just one question I would like to ask, which is a point of
clarification for me. Ianguage Group ITII has only three languages in 1t. Is that
in light of the experts' opinilon thet those are much more difficult than the rest of
them? I thought languages like Thal and Vietnamese, etc., were difficult as hell,
too--just ag difficult as Japanese.

MR, BAIRD: Spoken Vietnasmese is more difficult than Chilnese.

MR Theil is epparently relatively easy.

25X1A9%A MR, Yes, and that came as a great surprise to me.

MR, HEIMS: I assumed it was. I was just trylng to learn something here.

25X1 I:l Chinese, Japanese and Korean are based on ideogrephs, not
on alphebets, which 1s one of the reasons why they are so very difficult. Arabic,

which I thought was a fentastically difficult langusge, because 1t is based on an

alphebet 1g not as difficult as the others--and thet is one of the basic criteria,

is that not right, Von?
25X1A9A MR, : Yes. I think you could break this down into 15 cate-

gories, once the experts go into it.

9
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MR, HEIMS: I have no quarrel with it. I'm Just asking for information
on it, »
25X1A9A MR. I:l The grouping is completely artificiel. There is no nmatural 25X1
grouping. Every langusge has a dlfferent degree of difficulty. 8o Notice:
25X1 not :lbut the previous one--which suthorizes this, says that they are
grouped "for awerd purposes" - isn't that correct?
MR, BAIRD: Yes.
25X1A9A MR, :l They're grouped for sward purposes, not because of need or
difficulty.

MR, HEIMS: I understeand.

25X1A9A | } I'd like to ask Colonel Baird if he took into con-
sideration the effect thls will have on the morsle of people who have on their own
learned langusges in any of these groups, who now can't have an achievement award.

MR, BAIRD: Why not?

25X1A9A | | Your proposal wes that maintensnce ewards will be

pald only if they got an achilevement award.

MR. BAIRD: Yes, but they must apply for the achievement award at the

next higher level.

25X1A9A | They are not eligible if they learn the langusge

prior to the issuance of this Program.

MR, BATRD: At the next higher level--

25X1A9A | Suppose they are at the highest level? Iet's take

an example. One of my boys had to instruct in Arabic. He has been in :l for
25X1ABA

two years now and has acqulred some proficiency so he can talk very well with the
English-gpeaking students. He did this all on his own and he did it before this
thing comes out, so he can't get a maintenance award. He will come back here to the

United States and T will want him to keep up his language proficiency in I think the

three langueges he speaks now. I have one man who has been in two years who
25X1ABA

pald his own money to teke Greek from & tubor there , and he has published a diction-
ary--but he can't get anything.. 25X1A6A
25X1A9A MR.l:l May T spesk to that point, | thet by singling

out the ones who are at the highest level that very fact mesns they are eligible for

maintenance awards. They couldn't poesibly earn an aschievement award but they would

be eligible for maintensnce awards right swsy, providing they pass their proficiency

test.
10
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25X1A9A MR.l:l May I suggest s compromise here, which I think would achleve

equity -~ something along these lines: that if a person on his own--as your two men

25X1A9A
have, | Ihas learned a language, that by special action of the

Director of Training he be granted ellglbility for a malntenance award.

COLONEL WHITE: Mr. Chairman, I'd llke to speak to the maintenance eward
for a minute. I think as a matter of principle, recognizing all thege polnts as
belng velid, that the ides behind the whole Program is to encourage people to learn
languages and pretty generally wilthout regerd for the immediate need for those lang-
uages. The ides is to have some pecple who speak the language availlable withoub
having to first go to one or two refresher courses, as Dick has described. I think
as a matter of principle we should pay for maluntensnce and not tie it into en Agency
need. I don't know who thought of the term "Agency need." The requlrements in this
field won't be any better, or probebly not as good as the requirements in a lot of
other fields--and we all know how difficult it is to try to lay them on the line -
they come wp from behind the bushes, where you don't suspect they're coming from.
g0 as a matter of principle I am FOR paying meintenance awards. However, if as a
practical matter you need time, or for some other reason you just can't do 1t, then
I think the spproach--I assume paylng the fellow who has done the least, last, is all
right, but as s matter of principle I think we should pay maintenance awards.

MR, HEIMS: There is one question in connection with that which I would
like to ralse, purely a political question. The fact that the Agency was golng to
have a Language Development Program hes been publicized, I understand. It's inevitebly
going to get around, and it is golng to be something we will want to push because 1t's
8 pretty attractive thing in many respects. But I think we have to be careful that
in doing this we don't get charged with doing a lot of boondoggling and paying a lot
of the taxpayers' money to people, because you would have an awfully herd time Justi-

25X1A9A
fying thet. Let's teke two extremes: take the case of [ Jvho works for

25X1A8A

who I imagine epeaks Chinese pretty well. If we pay him to maintain Chinese,
that 1s in some respects pretty whacky. On the other extreme you have a lot of
people who speak some of these first category lenguages in a "3ribbling" fashion,

25X1A9And I wouldn't like o answer:l or somebody like that, for peying $100 to

continue thet "dribble." T think there would be a politicel impact for which we
might be sorry. I am thoroughly behind and sympathetic to the idea that we want to
get people learning langueges end maintaining them, but I think we hsave to be care-

ful we don't get awfully soft around the edges here and end up with a haymsker on our

noses.
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25X1A9A MR.l:l Mey I ask one question which is pertinent here? Is there any
criteria as to the extent of effort? Is there a series of tests of any kind to
determine this?

MR. BATRD: No.

I was going to add something to what Red has said, and this will

25X1A9€é.rtia:l.‘l_y answer you [‘indica.ting MF.I:IJ . The maintenance of the elementary
level we feel isn't of much value to the Agency. That is why we left it out here.
T mean, if you, as Dick called it, just have a "dribble" - to maintain thet "dribble"
we don't think is of any value to the Agency. Therefore we left out that maintenance
for elementary. But it varles with the difficulty of the language.

25X1A9A MR.l:l There will be an annual test. The malntenance is based

on an annual actual test.

COLONEL WHITE: Under your proposal / indicating Mr. Baird /, you would
pey for everything except the elementary qualifications?

25X1A9A N[R‘.l:} I think he cut deeper. He left the Group I out.

COIONEL WHITE: That was my understanding.

MR, BAIRD: Group I, except at those two levels.

COLONEL WHITE: I may be at a disadventage, but I never saw these charts
before I got to this meeting. My understanding of the way you put it [ indicating
Mr. BairdJ was that you wouldn't get pald for enything, really, except--

MR, BATIRD: The intermediate and high proficiency for Groups II and IIT.

COIONEL WHITE: And nothing in Group I.
25X1A9A MR.[ | How about high proficlency for Group I? High proficiency is

difficult to maintain for anyone who doesn't use it a great deal.

MR, Group I only at the elementary level?

25X1A9A
MR. No - they're out completely.

COIONEL WHITE: For instance, Latin Americe jJust happens to be one of the
places where the Director went and came back and ralsed hell because nobody can
spesk the languages. I don't, personelly, agree with the Committee.

MR; BAIRD: 1I'd like to have the DD/P people spesk on that. Why don't you

25X1A9A
speak on that [ indicating Mrl:r for WH Division, for instance.
25X1A9A MR. :l There 1s no disagreement, Colonel White, on the problem of

paying people for getting knowledge of a language they haven't had or for improving

a language they've had. That should stand out. Because our main interest in the

12
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Agency, and what the Director criticlzed in the Agency, is that people haven't made
the effort to catch on. This we must remedy and recognize awfully strongly--that
something had to step into this picture and do it. We feel that the major benefit in
this direction actually will come from the Director's declsration of policy on this
in the Notice, and that the swarde will help. People have to be motiveted to do
this, primerily. They can't sit overseas saying to themselves, "I don't reslly need
this - because all these forelgners spesk English" - which is too much the case.

MR, HEIMS: What would heppen, Matt, if you included Group I in your recom-
mendation along with II end III?

MR. BAIRD: As far as costs?

MR: HEIMS: Just the high proficiency in Groups I, IT and III. I don't
feel uncomforteble sbout paying maintenance ewards for high proficiency. I think
that can be Jjustified to anybody--1f you're reslly good st 1it, in all groups. I was
wondering 1f thet would answer a large measure of Colonel White's point--put the
Spanish and all the rest 1n there and pay for it.

COLONEL WHITE: It would.

25X1A9A MR, |:| May I point out that the Director, in hils own words,
specifically refers to French, Spanish and Russian.

25X1A9A MR. :l This was addressed to achievement more than maintenance.

25X1A9A MR« | But 1t emphasized the fact that he is pushing the knowl-
edge of these generally useful lenguages, and to wipe them out, I think--

MR, BATRD: We only wilpe them out from the point of maintenance, not

achlevement.
25X1A9A MR-.l:l I think meintenance is very important.
COIONEL WHITE: I don't think the dollars and cents are insignlificant here
but I don't believe that should be the thing that guides us. I think our objectives
should come first, and I'm convinced we can get the money.

MR, HEIMS: What would be the obJection of the Committee to including

Group I?
25X1A9A MR. |:| May I speek on this business of malntenance as distinct from
achievement, for a moment? The problem there primerily is that we have insufficlent

information to céme up with & good solution. Obviously what we are locking for is a

compromise. Nobody has argued that we need to pay across the board, and the amount

is disproportionate, and the public criticism element does enter lnto 1t but we dq

13
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not know exactly where. We do know positively that maintenance will work and be of
benefit to us in Group IIT on the intermediate and high levels, because that is work--
beyond a doubt. In any other ares we are in doubt. We don't kndw how much 1t would
cost because there are only vague approximations--they don't cover what 2,000 person-
nel in the Agency know. So the only plea that I personally, if I may, would enter
here is & plea for time until we know what we are doing in this--not to exclude main-
tenance as a concept but to include it plecemeal as we see we need it; whether that
1s for high elementary in Group I or intermediate in IT, wherever it may be, so that
we can work thls out in the light of bef;ter knowledge. And for that reason I am also

somewhat concerned about the compromise solution which eliminetes the cost factor,

25X1A6A

which CGolonel Baird has just offered, namely, that here we say--as

rightly put it--thet we wlll not pay a maintenance asward to someone who under a lower
level than the highest have done their own work - something we should certalnly normsl-
1y reward. But if we leave thls whole guestion unresolved for the moment and say this
will be included in due course, ae the Agency needs 1t, then we will retain the free-
dom of ‘action we need here. And the first million bucks we save I would appreciate

your putting into pneumatic tubes. [ Laughterj

MR. BATRD: There is & reason behind this recommendation. I think I'1l tell

you, because you are primarily interested. Group I is the group most people in the

Agency are interested in. languages those languages L_Group IJ

appear, obviously, more often than any of the others. I don't know yet how many
additional people it 1s going to teke to administer this Program, let alone teach 1%,
and I am begging for time until I can get a llttle more informetion on that. The money
velue 1s one thing, but the number of additional people we may need to administer this
Program of the Director's is something that he may ralse his eyebrows over.

COLONEL WHITE: I am perfectly willing--if you need time, I understand that,
but as & matter of principle I think the philosophy should be to pay for maintensance
and pay for achlevement, and not to eliminate a Group like this. Whatever we declde
on, I would epply it across all three of these Groups and not take out one Group.

MR, BATRD: Would you buy not leaving out the elementary for all groups?

If it is, as you say, & "dribble" - it should be out.

What is "elementary"? Just enough to travel?

MR. BAIRD: Travel.

25X1A9A [ ] It would be a positive answer to each of the first of the five

1k
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self evaluatlion gquestions in item 5 of the agenda.

25X1A9A | | I'd 1like to ask the Committee if they know how many

pecple I have overseas.

25X1A9A MR, I:I About 60%%

25X1A9A [ | Thaet is ebout right. Now I want these people to

25X1ABA
maintain thelr efficilency--if it's only French--:l]: don't care, because the

25X1 A6A:Iapeak French and 1f I cen send & training officer out there who speeks French

he will get by all right. If he can't spesk anything but English he has t0 have an
interpreter. This applies to French, Germsn, Spanish and Italian. T wouldn't want

a man to specialize in a languege that would require him to spend the reat of his
1life there to be profitable, I want a men who can go anywhere and spesk a language

to get by without an interpreter. French will do this in many parts of the world,
including Arsbia. And they are on the move all the time. They don't come back here
to headquerters snd stay here. And I think to meintain this--I visualize having a
French Club and a German Club-~who will meet say twice s month, or once a mouth, and
they won't be allowed to speek any English at all, just German all the time or ‘French
all the time, and have to talk in technical terms about commnicetions, etc. And
this 1s worth a maintensnce award i1f they can do this. But to send a man to 1]
we had to find a fellow who spoke French well, and we had only one, and I had tozgélAESA
him from another srea. I thought the Director wanted people who could go esnywhere
and get by in the most common languages.

MR, HEIMS: We are up against a sort of a dilemms here; on the one side
we would like to see some of these things done, poseibly, and on the other side it's
a question of administering 1t, and the cost and number of people involved. So I
don't think we are running into trouble here on the theory and philosophy on this so
much as we are on the practical application of it, and what we don't know about whab
it is goilng to cost us to apply it.

MR, STEWART: I wonder if it would be possible--we have all agreed so far
that the maintenance at the elementary level be dropped oub. I personally question
whether you should give achievement awards at the elementary level, because very
often all a person has proved to himself by the time he has passed an elementary test
is that he doesn't like the langusge and will never turn to it again. And in terms
of an asset that the Agency commands a&s a result of having achieved elementary pro-

ficiency in a language, you have nothing unless a person goes on. As far as the
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intermediste proficiency is concerned, I agree we can't have a definitlon of what
thet meens, but as a guide I would consider intermediate would mean that a person
could really use the language.

25X1A9A MR.[ | We have that.

25X1A9A MR, |:| You have the standsrds thet have been established on this,

Gordon.

25X1A9A MRs [} Those same standards would be used as the test standards
for the guallfications register and for the self evalustion--

25X1A9A . ] 1,2 3, 4 and 5 are used as follows: 1 would be native--~
and, sctually, beyond the purpose of our Program; 2 1s what we consider high; 3 is
intermediate; E is elementary; and 5 is simply negetive. 8o although we would
allow for balencing of these elements, No. 3 would glve you epproximately the pro-
file knowledge of a man in the intermediate group.

MR, STEWART: Then, to go on, in terms of your testing, when you finelly
get dowvn to this in terms of tegbs T think the intermediste test should be reasonably
gtiff. High really means he's gulte good.

As fer as launching the Program is concerned, I would suggest that we
launch 1t on the basis of paying achievement awards during the first year and under-
teke to pay meintenasnce at the conclusion of that year--because otherwlse somebody

is going to start drawing maintenance avards before somebody else hes a chance to

get around to be tested.

25X1A9A

MR.[ | Thet is always the intention.

MR. STEWART: But you would start this all at one time?
25X1A9A

MR, [ ] No, we would not start maintenemce until the end of the first

year.
25X1A9A w8 o money would be paid until at least 1 Februsry of the
¥ P

first year, because an ipdividusl would heve to pass a test to determine if it was
warrented that he be pald a maintenance awerd Tor the year for which he has signified
claiming that award. In other words, the form we are in process of trylng to devise
stakes a claim for sn intermediel award. A year from the date of that claim, or as
soon theresfter as s test is possible, the individual will be tested. If he passes
the test he gets the awerd, and if he doesn't - nothing.

MR. STEWART: My proposition, then, is why don't you state that yoﬁ will

pay maintenance awards, that the size of the awerds will be belenced at the end of

16
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the first year, and by that time you will have a pretty clear understanding of how
many customers you have, what the distribution of interest 1s, and the answers to
the questions you cleim you don't have right now. I don't see that we would have to
announce malntenance awards at the present time, or the level.

25X1A9%A MR, |:| You would run the risk of disappointing people who expect &
lot of dough and find they get $25 bucks.

MR, BAIRD: 1I'd rather announce it and then nullify at a later date.

MR, HEIMS: Maybe at thls time we need more of one language. Would it be
impossible to sey this Program will be reviewed at the end of one year or 18 months;
in order to bring this into balance?

COLONEL WHITE: We will have to do it.

25X1A9A wR.[ | That is in the vegulation. It says the Director of
Treining and the Commlttee will set the standards, review, make changes, etc.

MR, HEIMS: I meant, Von, to sort of pull it out and highlight 1t, so thabt
it takes care of the problems ralsed here without throwing Matt into the swamp, etc.,
and giving him a hell of & Tirst year.

25X1A9A MR, |:| Spesking of the swamp - the thing in the back of my mind is
ASTP, because that was a fine, wartime program in which people were trained in all
kinds of things, including lengusges--for instance, they gave me German--and it was
in the Army for years, and suddenly CLUNK, out it was, and we were out in the swarps.
Tt's that kind of thing I fear a little bit, if we start this thing on too large &
basis.

MR, STEWART: I think thet is one reason for announcing your achlevement
now end your maintensnce later, because when pecple get the malntenance award ennounce-
ment that 1s golng to increase thelr interest--a fellow will sit down and figure out
whet this means over a period of s lifetime, or the periocd of his career in the Agency,
and he's golng to get interested. 8o you will have another wave of interest developed
gt that time, and a reason for re-publicizing the Program at the end of one year. -

MR, HEIMS: Gordon, as against that, if you don't ennounce 1t now you don't
have thils year running concurrently while people are £111ing out forms and taking
tests, and it will give Treining an opportunity to acquire data for the second year.

MR, BATRD: I think also if the Program is to act as & part of your
incentive--even though you know what the achievement awesrd is, if you don't know

what the maintenance award ls you might not be nearly as interested.
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MR, STEWART: That is certainly true. I'm just trying to avold getting

you swanped, Matt.

25X1A9A MZR.l:l Another possibllity to use there, to use Mr. Wisner's term,
this might be “counter-productive.” You announce maintenance and also tell a man,
"you're going to get somethlng out of this" - which means he won't have to work to
another level. All this we don't know.

25X1A9A MR.l:l Over & perlod of time we can balance malntenence over
achievement. But we have no criteria to determine that maintenence should be half

of achievement. We have no reason to flgure that is necessarily the right ratio.

25X1A9A MR 4 That is s good reason, however, for meking the earning of

one schievement sward e condition precedent to being eligible for a maintenance award.

25X1A9A |
25X1A9A

] May I ask what "specialized proficlency" means.

MR': Reading, writing, or speeking only.

25X1A9A [ ] Not "speclalizing" in technical terms?

25X1A9A m.l:| Wo.

MR. HEIMS: To whom falls the job of presenting this to the Director?

COIONEIL WHITE: Matt end me, and Gordon, I guess.

MR, HEIMS: Because 1t strikes me heré that we can take this thing up to
a polnt and maske our recommendation, be 1t upsnimous or be it majority, but when this
1s presented to the Director you're golng to have to give him a lot of this back-
ground, and at that polnt he is going to heve some rather positive reactions to the
whole thing. We could probably sit here indefinitely discussing this back end forth
but I would like to see us now face up to the problem and come up with something.
The day hes dewned, or the sun 1ls sinking. Tetls face it. And if we are too badly
gplit then I would recommend we present him with sn alternative, mé.ybe. I have no
worry about that. This is too complicated a problem to need the house solution. ITf
we can't agree on 1t--

25X1A9A MR,l:l Could T offer one suggestion here? As you know, we feel

thet we should keep the maintenence on es proad a base as possible, but let's say
cutting the melntenance award, as listed here, in half--they are now haelf the achileve-
ment ewerd for no perticuler reason--let's cut them to & quarter of an achlevement
award. That saves aboub $800 thousand dollars. They can always be increased in the
future, and you still have the carrot--which is the reason for the malntenance award--

and 1t lets us keep the base brosd, cuts the horrible size of the money involved, and
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gives us flexibility, certainly, to go up and not down at some future time.
MR, BEIMS: But it doesn't solve Matt's personnel problem.
COLONEL WHTTE: Matt, would your problem be helped a lot if we Just, in
both categories, elimineted both achievement and malntensnce ewards in the elementary?
MR, BATRD: T would not like to remove the achievement award in Group I.
COLONEL WHITE: I mean in the elementary.

MR. BAIRD: No, I would not llke to remove that because I think particularly

the DD/P has a need for elementary.
25X1A9A MR. I:I Also in Commo.
MR. BAIRD: And Commo.
25X1A9A MR. :l We have many categories which could profit from the elementary
knowledge. Take RI personnel--they need to know the headings in certaln lilsts.
25X1A9A MR'l:l It's very useful to us.
MR, BAIRD: The only thing—;I'd like to speask on Von's suggestion--if you
cut the malntensnce award too low then it costs more to test a guy than 1t does to

give him an award.

25X1A9A MR.l:l Cut it in helf and eliminate malntenance at the elementary
level. There isn't much point in peying a guy $12.50 a year to maintain the element-
ary. As you say, it's going to cost a lot more than $12.50 to test that. And, also,
$12.50 ig really no incentive. I don't know anybody who is going to knock himself
out for $12.50 a year. The incentive has to be more than monetary at that level.
25X1A9A MZR.l:’ When you cut your maintenance in that way you must consider

the effect not in the Group I languages but in the Groug IIT. In other words, will

a competent man in Group ITI meintein thet for $300 a year? That becomes the issue
when you epply the 50% approach.
COIONEL WHITE: I frankly think, as far as these smounts go ~ I belleve in

leaving them Jjust exactly like they are, and then if we need to cut it, then we will

cut it.
MR, HEIMS: I quite agree. Let ‘,S meke it painful. L—Laughterj

25X1A9A | | Would you leave in all three categories?

MR, HEIMS: I am on the side of doing this job right and getting the most

money we can for the right purposes, and that is all we're telking about here, really.

And when I say "painful" I simply mean you reslly have to put some cetnip on this, and

particularly on these tough ones.
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MR. BAIRD: Dick, what is it now that you are recommending?

MR. HEIMS: My recommendation 1s - T accept all of yours except I would
1ike to see in the excellent category--the very top category--I'd like to have the
category I lenguages included in there. What was the last part of your phraseology
[indicating Mr. Beivd /?

MR. BAIRD: Group II apd IIT languages only. And you want Group I?

MR, HEIMS: Would you just read the sentence again?

MR, BATRD: Authorize the granting of maintenance awards in the inter-
mediate snd advanced levels of comprehensive and specialized proficiency only to
those who have esrned an achlevement awerd in the languege, unless they are at the
highest level of proficilency, ian Group IT and Group III languasges only.

COLONEL WHITE: You would just delete "in Group II and Group III languages
only."

VR, EEIMS: I don't care sbout them in the first part--

25X1A9A MR'l:l The hooker is in those who have earned the achievement
awards. None of us are too happy ebout that, I believe.

25X1A9A m;l:l That means all the people now in this Agency who have
done something are out of this until they do somethlng further, and I think that 1s

wrong.

COLONEL WHITE: As I understand what the thing is, it's this: thet we pay
for achievement and msintenance for the high and intermediate category and leeve out
the achievement in the elementary.

MR. BAIRD: Achievement in all three.

COLONEL WHITE: Achievement in all three and malntensnce in only the high

two.

| | Achievement in elementary in ell three?

25X1A9A
COLONEL WHITE: Yes. Pay malntenance and aschievement in all three groups

at the high and lutermediste levels, and for achlevement only in the elementary level -

all three groups.
25X1A0A  MRe [ ] andit does not have the cut-off - in other words,

includes our present personnel, as you visualize 1t?7

it

COLONEL WHITE: Yes.
| | Ttd like to ask you about that. My people come back

25X1A9A

after two or three years,

and there is almost & steady flow of them. How long is it

going to teke to test them in the intermediate and high?
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MR. BAIRD: We would like to devise & test that is 100% accurate, bub
we are not by any means going to schieve that for two or three years--in all the
languages. We will be swamped the first year in this Program in testing large

nurbers of people in Group I.

25X1A9A } I have & suggestion. Why not meke the maintenance

an annual rate and they msy take the test anytime within s period of three years.
Because a good part of the Agency is here all the tlme end never goes overseas, soO
it seems to me the thing would spread out and they can earn this award at an annual
rate and get it anybtime once in tﬁree years.

25X1A9A MR.I:' The language of the regulation provides for that now.

25X1 MR. [ ] ’I‘hel |provides for that completely. We have

25X1A9A
the same problem, and we saw to itl llows for accumulation of 25X1

these awards.

25X1A9A MR. |:| We can translate the worde of this into the table on Chart I

by scratching the maintensnce ewards for elementary in all categories.

25X1A9A MR. |:| Tn both the specislized and the comprehensive.

25X1A9A M'R.l:l Scratch the 25, 50 and 100.
MR, HEIMS: T have reasd the self-evaluation peper written by the Committee,

which T think 1s one of the best documents of 1te kind. It's the first time I ever
saw one that made sense. And I would say that if 3 1s the intermediste level that we
are talking sbout, there aren't going to be such a hell of a lot of people that are
going to qualify for it--when you look them in the eye and say come on end give.

MR, BATRD: But they are going to want to be tested.

COLONEL WHITE: We don't pay until they're tested.

25X1A9A | | They're not eligible for the test if they don't come

up with at least 3.

MR, BATRD: If they say 3, yes, but they may say 3 and when you test them
you find they are a long way from 1t - but you etill test them. They won't get peld
if they don't pass the test. But you have to take their word that they're eligible
for the test.

25X1A9A MR, [ |What it will probably mean in terms of figures is something

on the order of five to six thousand people will have o be tested every year, except
those who are not here and would have to be tested when they come home in two or

three years. The annusl load will be in the neighborhood of 5,000 a year.
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COLONEL WHITE: Aé I understand 1t, we have only adopted the first of
your recommendations [' indicating Mr. Baird_]. We have really only dealt wilth the
first of your recommendations.

MR. BATRD: That is right. Items 3, 4 and 5 on the agenda you hed a
chance to look at prior to this meeting, end I recommend thelr approval.

MR, STEWART: I think we will go on to that, then, if Colonel White's
formule for compensation 1s accepted.

MRs; HEIMS: It willl probebly be the first self-evaluation around here

thet will be honest, - when they have to face up to meking good on 1t afterward. 25X1

MR, STEWART: We will now turn to item 3 on the agenda: | |

25X1 |:|"Langxmge Development Program.” [ Dated 16 Jan 57__7
COLONEL WHITE: TI°d like to speak to that Just a minute., When I reed this

25X1 | |I tried to put myself in the position of a chief of statlon or ad-

ministrative officer on the receiving end and anticipate all the people who are
golng to come in end say, "Okey, what do we do? How do we apply? What are we

going to get?" And I couldn't find sny snswers here.

25X1A9A MR. |:| They're in the notice that goes with this.
' COLONEL WHITE: We don't
. T
25X1AGA MR, |:| We couldn™ until ve had this decision ooy
which has Jjust been made on awards levels. 25X1A9A
MR. BAIRD: Well, I must say thatl ig the author of this--

MR, HEIMS: It will be adequately backed up with explanatory material

25X1 |

25X1A9A Mal | What the Council hesn't seen is the[  |but we will put op5x4
1t all in the self evaluation form. We hope to make this a reasonebly self-sustaining

form in which a man gets all his instructions on how to get into the Program.

m_l:l The forms will heve the instructlons built in.

25X1A9A
MR, HEIMS: That answers Colonel White's question.
MRa Mey I ask a very basic question. Is this | | 25x1
D5X1AGA [ ]
really hecessary or can it be covered by al | 25X 1
25X1 rather than through al |
25X1A9A m.l:l T can see you've been well trained by Mr. Kirkpatrick.
[ Laughter_/

COLONEIL WHITE: I'd like to respond to that, even though I don't make
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the Agency regulation says.
COIONEL WHITE: Well, it certainly would be my hope on this, as 1t 1s on
other things, thet where we can gilve the field station chief guldence enough to let
him carry out his own Program without heving to check back at headquarters every
time he spends fifteen cents, we ought to do 1t.
25X1A9A m.l:l But aren't we splitting off responsibility? How are we going
to establish the standards and meintein the verious criteris that are applied here
when each chief of station--
MR, BAIRD: He will get guidelines and points of reference as to how he has
to conduct hils station Program.
25X1A9A
COLONEL WHITE: Maybe you're / indicating Mr:] thinking of the
testing. The testing wlll be done here.
25X1A9A MR, :l How sbout the grenting of awards--can the chief of station
budget for that?
25XI5x1A0A MR
fore the Council.
25X1A9A MR.:] Maybe we ought to have that[_  Joefore we try to answer  ,pyq

these questions.

25X1A9A MR.|:| This is the beart of the[ | 25X1

COLONEL WHITE: But wouldn't you test the man, Mett, regardless--

| That| fwould enswer all those questioms, if it were be-

MR. BAIRD: Well, Red, we test them, but I would certainly hope that one
of the things the testing people will come up with is a klt for testing in the field.

COLONEL WHITE: I'm for delegating. Anytime you take on something at
hesdquarters it takes four people. I'm for delegating as much as we can delegate

to the field, and do 1t right - I sure want to do it.
MR. BATRD: I don't want the responsibility for telling the station chief

how he is to conduct his Program.

. . Mr. Helms left the meeting . .

m.l:l Te this standard procedure, as a rule, to give these
25X1A9A ’ ’

thinge to the chief of station?
MR, |:| Msy I speak on thet for one moment? Our target on this was

25X1A9A
eople to study. And 1f you glve the station chief

to get the Program golng and get p

in the field adequste suthority and after thaet tell him, "Look, Bud, it's your respon-

sibllity to get going" - then you have a chance of moving it. If it's hinged in any
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way by navel cords to headquarters procedures, you're apt to get very few results,
considering the workload. At the same time, the whole ewards business, including
the administrative burden of this phase we have left here at headquarters in such
a wey that the man at the overseas station--no matter how long he's overseas--will
not be at & financisl dissdvantage, will not be punished for being overseas, and
would get everything he would get 1f he was here.

25X1A9A MR.I:' This 1s what I wonder about: your |:|sa.ys the paymenpP5Xx1
of awards will be handled entirely at headquarters.

25X1A9A MR: [____| This takes place through the instrument of the self-evaluation
form. The self eveluation form for the field, and probably for headquarters, will
have, &s & part of it, an spplication which will say, "T have herewlth told you what
T know of this langusge. I now apply, as of this date, for a main‘benancek award."
Which means that a year from that date 1f he can pass a test which checks with his
claim, he will be éligible for a maintenance awerd. And if he comes to headquarters
three years later, after fllling out this form, and then passes the test, he will -
by the rules lald down here - be eligible for three maintenance ewards.

25X1A9A MR, I:l The station chief, | | 25X1
already has authority to spend $250 for langusge training. This is putting his

present - authority in the frame of reference of the new Language Program. He already
hag that authority.
25X1A9A MR¢|:| As & mabber of fact, in our cost celculatlions 1t emerged
that was sboub all he could spend with profit on any case, with voluntary tralning
anyway.
MR, BATRD: He hss always had the resporisibility. In this the Boss 1s
telling hin to get to work, and that he gt11l has that responsibility.
25X1A9A MR+ :l Does he have the responsibllity today for mesking the author-
itative determination of the lenguage reguirement in his area--the chief of station?25X1

The Agency regulastion places this responsibility on the Deputy Directors. The :l

25X1
25X1A9A m":l First of all we went the Program to get going. We are con-

sclous of +teking the rigk here that some language instruction will now take place
which we don't really need too badly. This will have to be corrected as we estab-
1ish requirements--whlch we do not have at present. But we want to encourage and

glve people the green 1ight. There will be certein disadventeges end certain
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Training to the chilef of station in the field.
COLONEL: WHITE: You have tralning going on all over the world which is

the responsibility of the Deputy Director for Plans and his chief of statlon wherever
the training may be conducted. Matt 1s the Director's staff officer for training,
and I don't think you can start separating out this little plece of training from
some other little pilece of training and inject Matt into this one. e i1s function-
ing as the Director's staff officer for tralning, and this 1s Just one of & multitude
of things that is golng on at fleld stations in the tralning area for which the
stetlon chief 1s certainly responsible. But Matt in his capaclty as a staff officer
cen inject himself into it. He would have an lmpossible task, and we would have to
increase hils T/O by a couple of hundred 1f ltems of this kind had t0 come back to
the Director of Training.

25X1A9A MR. |:| I agree with that, Colonel White, but that isn't what I had

in mind, really, that Mett should undertake to personally conduet the training in

the fleld. It was more with reference | 25X1

which divides the responsibility here, and I think that is what T object to, pri-
marily. In most of the other training activities, that which 1s at least formalized

in any respect, Matt has at least a supervisory responsibility which 1ls meintalned

in writing somewhere-- 25X1A9A
COLONEL WHITE: I don't think that iz true. [ | is carry-
25X1A6A
ing on hls training| | Mett, as the Director's staff officer for
training, is just as interested in that as he 1s in language training in :l
v 25X1A6A
and the relationghip is practically the same. 25X1A9A

25X1A9A MR. I:l Doesn't he have & closer interest to| [

training?

COLONEL WHITE: Physically he's closer, but--

25X1A9A M.R-.l:l In terms of sponsorshlp--

MR. STEWART: He doesn't test them.

COLONEL WHITE: They're closer and he might know more gbout it and see
the training oftener, but hie staff responsibility is no different in thet training,
or something going on in ORR which he is not conducting in formal courses, from
something going on in the field.

MR, BATRD: There is & regulabion defining the responsibllity of the

Director of Traeining which lncludes training as requested by the DD/P for overseas.
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Obviously, 1f I were requested to do something I would be heppy to do 1t if I hed
the capability to do it, which in this case would be nothing more then giving advice,
or, as we are presently dolng, we are gending a man to |:| to help the chief of
25X1AB6A
station to understand the Tenguage Progrem end to advise him how he best can dis-
charge his responsibility. But I wouldn't want anymore than that. I couldn't do
anymore than that.
MR. STEWART: Any further guestions or further discussion?
25X1A9A MRI:' There are s number of technical suggestions, Mr. Chairman.
In the course of the coordination system which the Councll uses, going to the
staffs of the Deputiles, the RCS and General Counsel, certain technical suggestlons
for simplification of lenguage have been made. None of these affect the substance.
If you want to take up each one, I have them all here, otherwlse, if you wish, you
cen suthorize that these be made. But I can assure you that they are not substan-
tive changes.
MR, BAIRD: I would so recommend.
COLONEL WHITE: I would suggest they be mede.
25X1A9A MR'I:' Second.
25X1A9A MR.l:l T will refer them all to the Committee before they are made.

MR, STEWART: All right, we will pess on, then to the next item - the

25X1 | | "Language Development Program - Classification

of Lenguages for Award Purposes.” This is item L.

COLONEL WHITE: Could I speak to that, too? I am not a lenguage speclalist
but sdministering this Program is golng to be difficult, and I personally am worried
about injecting into this the Agency's need too much, as opposed to the difficulty
of learning a language. I don't know who or how we are going to determine that
Greek isn't needed any worse than Spanish or Swedish or something else. And, further-
more, that is going to vary all the time. And I just foresee down the road the
possibility of tremendous headaches in trying to decide what the Agency needs. You
get back to the old requirement thing, which ig sure hard to nall down - for languages
or anything else. I don't know very much about languages but it seems to me 1t would
be far simpler to base these awards on the difficulty of learning lenguages, rather
than to try to inject into it this factor of what are the Agency's needs. I don't

know what the Committee thinks on this, but--

| Where does that appear?

25X1A9A
28
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COLONEL. WEITE: Msatt brought it out in his discussion and illustrated 1t
by Group I there - in which Greek as far as aifficulty goes would be placed over in
Group II but based upon the Agency's need would be placed in Group I. For my money,
T would place it in Group II and pay both for achievement and maintensnce - based
on the difficulty of the languasge rather then to try to go back end forth as to
what the Agency needs mogt.

MR, BATRD: Red, as I say, my recommendation is based primarily on how the
DD/P and DD/I representatives feel about this, because I thought thelr reasons should

25X1A9Abe glven the most consideration. Mr:l do you want to speek to this?

25X1A9A NIR«I:' If T may. First of all, the language which I would like to

25X1 quote out of the missing| | to which you heve just spoken, is the

following: The group in which the language igs classified for eward purposet (l)

for eward purposes; all languages are arranged in groups for which corresponding
monetary velues are designated; (2) criteria governlng the clessification in any

group, namely, Agency need and the éorrrpa,rative difficulty of the language. Since
Agency need 1s a changlng end not & constant factor, it is possible and probable

certaln languages may be added or shifted from one group to another. Bub initially

the langueges for which awards will be euthorized ere indicated in:| the 25X1
one we are reviewlng now.

We have & practical problem within DD/P, in sddition to the Office
of Training's problem, in administering the award Program in groups. We all agree
we need groups. The practical problem ariges from two considerations: one, that if
you wanted to argue precisely where each lenguage belongs 1in terms of difficulty,
this would turn out to be s long, very long argument, in which all those who wented
to study a lenguage which they found difficult, would perticipate. We need a modi-
fying factor in here which allows us to terminate this argument, to say, "You are
quite right, but the Agency doesn't need 1t quite ms badly." No. 2, we need a modi-

fying factor for another reason: to asnswer your guestlon precisely, Greek was placed

25X1A9A in Group I because | |didn't need that many Greek speakers. It's a

known fact that the Greek community in the United States has maintained its culture
more than eny other. We have 1n the Agency a sizeable number of people of Greek
origin who know the lenguage very well, as agalnst other gecond-generation. personnel
who heve lost their connection with the languesge. We certalnly have more people who

know Greek well than we have people who know Turkish well, and we need Turkish more
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than we need Greek, although perheps in terms of dlfficulty the two languages are

25X1A9Acomparable. Now does want to encoursge people to take up Greek,

but not to that extent. Now in order to ellow us to juggle these things--and I
think we can glve you requirements, slthough they will alweys be imperfect, but in
order to allow us to Juggle these things we need to have a device which at first
glence mey sppear arbitrary but at second will appear awfully practicel. That is
the reasonlng.

MR, STEWART: Well, if I may make ean observation--knowing very little
gbout languages myself--the only obvious flaw in your grouping is the placement of
Greek in language Group I, and unless Hugh feels he wouJ.d be embarrassed by riches,
in order to make this sppear consgistent and to avold arguments and questions arlsing
I think if you were to have your groupings approximately in accordance with your
aifferent levels of difficulty, and then not argue sbout it--I mean, these group-
ings are set up by the Career Council, but to say we did it because of dlfficulty
of learning the languege or because of Agency needs, seems to me to be quite un-
necessary. Just say "the Career Council has declded these languages will be
Group I, these will be Group II, end these will be Group IIL."

COLONEL, WHITE: That 1s a good point.

25X1A9A MR.l:l0ne cen, of course, leave out the argumentation entirely.

Thet is something Colonel Bailrd thought would be inadvissble. I would draw your
attention to other imperfections. If Greek belongs 1n Group II there isn't any
question that Rumsnian belongs in Group I--it's a snap, but we need it.

25X1A9A MR, |:| Weren't we sdvised by our technical expert that Rumanian
belongs in Group I? T understood Greek was the only language out of position.

25X1A9A m.l:l That depends on your expert. Tcelandic is considered
in Group I by some people, and you talk to another expert and he tells you it

ghould be in Group II.

25X1A9A | } The Dutch all spesk English and French, but nobody

can speak Dutch. [’Laughterj

COLONEL WHITE: I sure am the last person to ask which groups they belong
in. But as long as you have an uneven nurber you can teke a vote and arrive at
something which would stend up - kind of, but to esy what the Agency's needs are in

Greek--if it's a firm requlrement then it's the first one we have ever hed. But no

metber how many dissgreements you heve, you can appoint a Committee to decide which

languages are the most difficult, but I defy you to defend the Agency's need.
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25X1A9A | |: I'11 bet the Agency's greatest need is in French.

MR. STEWART: That certainly was my experience.

MR, BAIRD: I don't agree with you, Red. I think the criterion for the
award - that the needs of the Agency ought to be the primary conslderation.

COLONEL WHITE: But my understanding of the Director's desire is to have
people learn languages - to develop a blg reservolr of language competence so that
when we have an unforeseen requirement we can punch a button and out will roll some
people who have the languasge competence and we KNOW they have it, so we can put them
to work tomorrow. And there's no way--it's like any other requirement - take in the
Logistics field or Communicetions, if you try to ask the people todsy, "What are
your requirements?" - they glve you thelr best estlmates but they simply can't fore-
see events that are going to come up 6 or 12 or 18 months from now.

MR. BAIRD: Tt will always be like that, but you have two types of require-
menbs: you have the current operstional requirement - that is current and you see it,
it 1s right in front of you; and then your long-range requirement, and it 1s to that
which I hope we will add 30 or 40 lengueges - that is the long-range requlrement
business, which ig different from the current operational requirement.

COLONEL WHITE: Thet is what I am afraid of, that Hugh is looking et his
current operational requlrement.

MR. STEWART: I think so.

Iet me just make a point, Walter. You have & reservolr of Greek-
speaking, to be sure, but I think even you would admit it would be useful to have
people who are not ethnic' Greek who can also spéak Greek. But take a young fellow,

25X1ABA
1ike one of Matt's JOT's, who would like very much to go to :lbecause it's an
exciting and interesting stetion, who, however, knows he can get by with French,
which would be equally useful in subsequent tours - there's no question sbout 1%,
for this much money he 1s going to learn Trench. You are not placing your reward in

relationship to effort.
25X1A6A
25X1A%9A MR. | | Chances are Hugh wouldn't send him to[ _____ |in that situation.

25X1A9A

COLONEL WHITE: I admit my approach is & shot gun spproach, but I think
it's practical.
31
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25X1A9A |
MR Aren't we talking sbout something which reelly ien't in-

herent in this notice? The very title of the notice says: "Classification of

Languages for Awerd Purposes" - for Award Purposes. Now 1t doesn't matter whether

it's need or effort, it's classified "for Awerd Purposes." 8o it seems to me we

can talk all dey sbout need and effort, but that is not the purpose of the notice.

25X1A9A | } Tt says this notice and revisions thereto, and I

Just assumed there would be revisions from time to time shifting these things.

25X1A9A MR, T went slong with the ID/P in principle to have need

25X1
25X1

as one of the criteria, along with the difficulty of the language, on the books,
which gives Matt and the Committee, who after all will pass on end meke revisions

as this goes on, the leeway to use need if they want to. I don't visualize that

it is going to complicate things here to any extent, but 1t is a hendle for the
Committee to use in the future if there seems to be a real purpose behind it. That
was why I thought it was useful to have it on the bocks as it presently is. I think
perheps we made a mistake in moving Greek - I think we have highlighted s polnt here

all out of proportion.

25X1A9A m.l:l I was going to respond, first, to Rud's point. The reason

it is lmportant is thatl we cite that this 1list 1s done in accord-

ance with:lso although we are talking sbout a conclusion here, 1t there-

fore is pertinent to discuss 1t at this time and perhaps come to a conclusion.

The essential problem seems to me to be characterized in this way: we heve a list
here of LO languages out of approximstely 96 or 107, depending on who is your
source. We have selected 40 of that pumber which we have recognlzed as having an
Agency need, and in recognizing that need we propose to pay money, but for the
other 60 langusges--or whetever the number ig--we recognlze no need and we pay no
money. Therefore this matter of need is implicitly recognized in the proposal to
pay at all. Now, to go further and to say that we are prepared to introduce the
question of degree of ‘need--not its presence Or absence but the. question of whether
there is & little bit of need or & whole lot of need--ag we discussed this after-
noon, our lack of knowledge ebout those facts goes far beyond our gbility to ad-
minister prudently and wisely at this time. Sometime in the fubure I think we
mlght know those additional things. But it seems +to me now, as Colonel White has

suggested, that we know for a fact that we need Greek, but thet 1s ebout all we can

really know. We cen't know with certainty thaet we need Greek only a little bit.
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best resolution to the conflict.

COLONEL WHITE: There is at least one of us who wouldn't buy Greek in
Group iI right now. 8o even 1f your motion were aspproved--in bringing things to
this Council there's no point in bringing them if the Council isn't going to offer
some criticlesms and suggestions.

MR, BAIRD: TFor & point of clarity there, it seems to me the Committee is
advisory to me. If anybody reports to thls Council, I would bring those matters to
the Council.

I'd like to add to this that I would recommend elther way here. I
have recommended that the Council accept this as 1t is written. I would eccept the
Council's declsion gladly to omlt Greek from I and place it back in II.

25X1A9A MR.

25X1A9A MR. :l To tle up the Committee's freedom of action in having to

|so @0 I. I don't think it's that important.

determine things in accordance with very rigld or debatsble, arguable criterla, that
ig the problem involyed, not necessarily the position of Greek or any others.

MR. STEWART: I think a matter of principle has been raised as to whether
we base our swards on difficulty or on need. I would suggest that we formulate a
statement, which would be guldance to Matt and to the Committee, that difficulty of
learning a language will be the basls upon which pleacement of languages in one group
or another will be made, as a general matter. BSo that allows for adjustments and
other considerations.

MR. BATRD: The groupings made on difficulty, in my hunmble opinion, should
be the basis on which you arrive at the monetary awerd. But the monetary award,

again, would be based on Agency need.

25X1A9A COLONEL WHITE: T think Gordon stated it very well, and I think it ties

into expose in that you have considered need.

MR, STEWART: I would also like to suggest that in paragraph 2--or possib-
ly adding & paragraph 3 here--we have & mechenism established for introducing other
languages lnto the sward category without having to revise the notice. Thus, for
example, when one of the Deputy Directors says that he needs a certain language
and hes a candidete who could learn 1t, we can establish that it is a I, II or III
category--but that would be only a one shot thing, let's say just one man or &

couple of men, so that without revising the notice you can meke awards.

25X1A9A | Tt seems to me you have a good measure of control

here, because 1f you get too meny people spesking Greek, then you can say that as

3k
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of such and such a date there is no awerd on that asnymore.
25X1A9A
MR, |:| We dlscussed that in the Committee, Gordon, and the
Conmittee agreed there might be one shot cases where security reassons would enter
into 1t, etc., and those decisions could be made and the Committee and Matt would
say, "We will award this fellow."
MR, STEWART: T think we should have this fact in the notice, so that
people won't be writing in long letters saying, "Can we possibly have this or that
 added to your list" - and then & lot of machinery golng into motion--
COLONEL WHITE: A statement to the effect that in exceptional cases the

Director of Tralning mey epprove languages not ‘on this 1ist. That's all you need.

MR. STEWART: Well, then, is this notice as revised, acceptable?

25X1A9A It is to me.
MR. BATRD: It is to me.

MR. STEWART: Fine.

Now let's go on to the next item: self-Evaluetion of Language

Proficiency. Is there any discussion on this paper?

25X1A9A MR.l:lI think it 1s & very good one.
7 T subscribe to what Dick Helms has already said.

25X1A9A |

MR. STEWART: T do, too. It's excellent.
Then if that is acceptsble, let's go back to ltem 2, which is the
Biographic Profile.
MR. BAIRD: Do you want the Language Committee to remain?
MR. STEWART: I think not.

Thenk you, very much.

. « . Messrs. left the meeting . . » 25X1A9A

MR. STEWART: I have only one comment on this notice. In paragraph b4
[ reading]: "Emphasis will be placed first on the preparation of Profiles for
personnel at the GS-11 jevel." I merely question whether that 1s necessary, since
Personnel and the various operating elements of the Agency are golng to get to-
gether to introduce this Program and it may be that someone might need to start
with the gsS-k's.
25X1A9A MR | The purpose of this is to avoid hundreds of telephone calls,

"When am I going to get my Profile?"

COIONEL WHITE: And at a meebing ceveral months ago 1t was generally
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agreed here at the Council that that clagsification was the level which had not gotten
so far along that you couldn't do some career planning for them, and thet the others
weren't yet hurting--

MR, STEWART: It's in step with the career planning.

25X1A9A | | And all the competitive promotion was in there.

MR, STEWART: Yes.
25X1A9A MR. |:| Could I meke a very minor suggestlon here? The Blographic

Profile form is referred to inl Would it be desireble to include25X1

mention of that somewhere in this notice?

25X1A9A MR. :l We propose to attach to the notice the new form.

25X1A9A | | Did you see my comment on this, Colonel White--that

this number - Form 1080 - 1s a standard form used throughout Government, and it's

for transferring funds from one agency to another.
25X1A9A MRl:l We will get Forms Control to give us a new number, then.
25X1A9A ml:l Dick asked me to bring up a request for a revision of the
second sentence in paragraph 2, as follows:
"It is designed for use in hesdquarters by supervisors,
operating officials and Career Services in formulating and
implementing decilsions concerning the utilization and
development of the individual. It i1s not intended that the
use of the Blographlc Profile will be a substitute for the
review of other avallsble records whenever a more detailed

enalysis of an employee's work history 1s desirsble."

25X1A9A | | T would buy that. T think that would be helpful

in the field - that change would be helpful to the people who are getting the

Profiles. They would know this ien't the sole criterion.

25X1A9A wR.[ | This won't go to the field. The Profile won't go to the
field.
. 25X1A9A | | My remark is still spplicable to the people here
at home.

25X1A9A Nm,l:l Would you read that statement again, Walter?
25X1A9A MR. :l "Tt is designed for use in headquarters by supervisors,

operasting officiale and Career Services in formulsting and implementing decisions

concerning the utilization and development of the individual. It is not intended

that the use of the Bilographic Profile will be a substitute for the review of
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other available records whenever a more detalled analysis of an employee's work
history is desirable.” '
COLONEL WHITE: The only thought that flashed through my mind was Just
this: that I think we want to move, in the Agency, in the directlon of having
Personnel Files more inaccessible to everybody than they are at the moment. They
are go accessible at the moment that too many people find out too meny things that
are more or less of a personsl nature, in the File. On the other hand, we are try-
ing to make a consclentious effort to move in that direction and hed hoped that by
end large the Blogresphic Profile would eliminate secretaries, administrative offl-
cers and supervisors generaslly from opportunity of thumbing through Mr. Jones' File.
This is not inconsistent with that, but 1t could be so interpreted.
25X1A9A MR.I:' The second part of our sentence as it reads now was de-
signed to take care of the need for reviewing the entire file when necessary. I
think these two things are doing the same thing but the emphasis is slightly
different. It is my hope on the Biographlic Profile that it will reduce the traffic
on Personnel Folders. T am & little worried that this wording of the DD/P's does
away wlth part of that drive to--
COLONEL. WHITE: This is a real thing. This feeling is so wldespread that
people hesitate to put an admonition into the Official Personnel Folder for fear it

will get advertised by pecple seeing the Folder that really have no business seeing

it.

25X1A%A MR. I may have missed the point, but I don't see this language

does more than this phrase that is here now.

COLONEL WHITE: T really don't elther, Walter. We are in agreement on
the point, but 1f we over-emphasize the availebility of the Personpel File we sort
of defest the other purpose of trying to protect the privacy of the File.

MR. STEWART: It's very hard to put what I think is the lntent here into
language which would not somehow or other seem discriminatory, but what we are
aiming at in the long run 1s to restrict the use of Persomnel Files to responsible
officlals of the Agency and at the same time make availlsble to junior officilals,
where it would be very useful as to whether this fellow fits here or there, a device
in a form thet is perfectly all right. But what is encountered in placement so
often is the resistance that is developed &t lower levels in a branch or somewhere
as & result of everybody going through a File and having gotten together and all

of them deciding - "this fellow must be pretty terrible" - because of an exaggerated
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wording used by one rater at sometime in the past. And that is the problem we have
in the Selection Board, and have had quite continuously - that pecple get scared
when they see someone use a bad word about en individual, and nothing good could

ever be said sbout him from there on.

25X1A9A This ag written doesn't say anything sbout the

"need to know basis." I think perhaps that ought to be added.

MR. STEWART: WNeither this wording nor the other one hits the point,
really. That is what we want to eay, but the point is whether the Council wants to
determine now that we want to restrict Files to certaln individuals, and we can only
do that after the Biographic Profiles have become effective.

25X1A9A MR. |:| And that will be a good year from now.

. « « Mr. Balrd left the meeting . .

MR. STEWART: When we are over the hump then we can start our regtrictions.
I think possibly I would feel that either way of expressing it at the present time
would be all right. And in the future the way to restrict the circulation of
official files would be by another notice - don't you think so?

COLONEL WHITE: Yes.
25X1A9A MR. |:| T don't think it matters much one way or the other.

MR. STEWART: Would you re-read the wording Dick suggests? Just the
second sentence.

25X1A9A MR. |:| "T4 is not intended that the use of the Blographic Profile

will be & substitute for the review of other availsble records whenever a more

detailed anslysis of an employee's work history is desirable."”

25X1A9A MR. |:| It is unnecessary to say that.
|: T thought it would be useful for thls reason: the

25X1A9A |
man who looks at that Profile to see whether or not it is correct, if he thinks

this is golng to be the main instrument governing his career he's golng to look
at 1t very, very carefully, and there's going to be a lot of correspondence about
it, saylng "No, this isn't right" - and fly specking end nitpicking. But if he
knows this is only one part of everything in hils file, his commendations and all
that sort of thing, he will relax a little bit.

MR. STEWART: For that reason I would go along with this wording that
Dick has suggested. And then at a later date place what restrictlons we need to
place, because this doesn't say "review by whom?" - the gquestion, review by whom,

38
Approved For Release 2003/01/2%0-01826R000800040022-0
qd.

CONFIDENTIAl



is the one we want to get at.
COIONEL WHITE: It's all right with me.
MR. STEWART: Any other comment?
25X1A9A MR. I:l You will asdopt the wording of the DD/P, 1s that it?
MR, STEWART: Yes, if that is all right.

Any other comments? Is there e motlon to adopt the Blographilc

Profile notilce?

25X1A9A So move.

. « « This motion was then seconded and passed . . .
i MR, STEWART: The meeting is adjourned.

. . . The meeting adjourned at 4:45 p.m. . . .
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